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-ABSTRACT

The Ottumwa Experimental and Demonstration Project
was initiated to develop more economical and more effective ways for
delivering comprehensive manpower services to residents of rural
areas. The Ottumwa Project involved a fundamental restructuring of
rural employment service operations--development of more effect've
ways of delivering effective services required brianging the service
delivery system into greater harmony with the demands made by changed
and changing rural labor market conditions and socioecononic
patterns. The 2-year Ottumwa experience yielded some important
observations, among them: (1) A single administrative unit for the
entire operational area is essential, (2) A small advertising budget
is a worthwhile expenditure, and television the best medium, and (3)
It was more important to have fiscal resources and physical
facilities to assure maximum utilization of available staff, than to
have additional staff if there was a choice. (CD)
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This report on a special manpower project was prepared under , 7
contract with the Manpower Administration, U.S. Department of ' “
Labor, under the Authority of the Manpower Development and Training

Act. Organizations undertzking such projects under the Government TF
sponsorship “re encouraged to express their own judginent freely.
Therefore, pomts of vievw’ ©r oplmons ‘stated in this document do not
necessarlly represent the official - oplmon or pohcy of the Department ' o -

ofLabor. : e : , '
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The ex+en5|ve publicity and attention given our +roubled urban
centers have, for the most part, overshadowed the equally serious
social, economic, and manpower problems of rural America. This
has been unfortunate since the problems of rural and urban areas
are not mutually exclusive, but have a cause and effect relation-
ship. The problems of rural America have contributed largely to
the present dilemma of our cities.

The Ottumwa E&D Project is representative of the growing aware-
nees of this situation. . The project was. an attempt to find more
eifective ways of bringing fimited resources to bear on manpower
problems in a rural area. | commend the lowa Employment. Security
v[3‘Comm|ssuon for conduc*ing its project in a worklng situation rather
i than:an jvory +ower, and for. makung +he many palnfu! dec:suons in
'fjreallgnzng lines of au?hori+y and communuca+|on. SN -

. 'The bes* vecommendaflon for any experumen+al prOJec+ is how the
' gxresu|+s are utilized. The. 0++umwa experumen+ Speaks eloquen*ly
: *self—-+he !owa Employmen+ Secur|+y ‘Commi ssion has retained
, ization in Ottumwe and: is mak;ng plan= to-

Manpower and Manpower Adminis;fe*cr




i Justment

FORWORD
by Axrnie Solem

The Ottumwa Experimental and Demonstration Project was designed
several years ago to find solutions to several serious problems facing those
who provide manpower services to people in small towns and rural areas.
There was the overall problem of providing a full range of services ata
reasonable cost. Amnother set of problems has grown out of the technological.
revolution in agriculture. While large scale operations benefited those able
to enlarge their farms, those with small acreages were often driven to
supplementing their farm income by commuting 50 miles or more to work.
The competitive drive for efficiency permitted few ccmmunities to enjoy
adequate health facilities, schooling, libraries or the means of acquiring
a skill. Many rural people were ill-equipped to get ahead in the growing
cities. Some of them became the rural poor and sonre added to the fast
growing ranks of slum dwellers and people on welfare. -

Although major programs such as the soil bank gave farmexrs more time
to adjust to cechnological change, this benefited mainly the owners of land as
distinct from employees- 'or renters. Rural youth who had educational oppor-
tunities were generallv able to ‘make a good adjustment. Young'men without
~a .skill, however, found- fewer and’ fewer opportumues in the cities.  Our
~ studies revealed that many were afraid to go.unprepared into urban centers

and- W1th good Treason. L1tt1e attention was paid by . successwe adminis-
trations to the pxoblc*ns ~° yural .. lth s beaie problems of urban -

s .20 the massive m.bratwn of rural peeple to the cities led to riots ©
-and soaring: welfare costs, a.whole battery of new, and generally excellent L
'programs, .was developed to help the now urbam poor make some kmd of ad— ERINN

-'r)enswe.to"ear : - I manp 1 S
were bemg develop < m the c1t, es. ; TPChniEﬁiﬁ s, suc‘1 asx personal out-
reac:h did. not f1t rural settmgs ‘n the sa;ne vrmy as they. dxd u:rban areas. _




Although the growing manpower legislation had many good provisions
in terms of content, it was difficult to administer. The new focus on making
the disadvantaged employable required a wide range of services such as
training under the Manpower Development and Training Act, recruiting and
screening job Corps candidates and finding jobs for graduates, operating
Youth Opportunity Centers, and similar new activities.

Most of our 1200 local employment offices are small town and rural
area offices vhere the work loads do not lend themselves to specialization.
It is wasteful of scarce telents to have a high grade ccunseloxr work only a
few hours a week at his profession. Nevertheless, specialized' serxrvices,
such as counseling, are needed. The remainder of his working time might
have to be in routine activities. Salaries for counselors in most States were
also comparauvely low. It was difficult to recruit and tram people who cculd
span a wide range of program areas such as were generate © 'he new legis-

latlon. : : S ’

To sum it up, the nurnerous small off1ces scattered throughout the

. ,country were severely. hand1capped in providing the many newand spec1ahzed o

' services meded to prepare the dlsadvantaged for better employment -Com-

. -',mun1ty serv1ces in.the. Way of healtl\, basic educatlon and the 11ke were -
o “}frequently notavallable in the areas. served by. ‘small off1ces.{ Organlzauons L

. such as. those concerned Swith we].fare,'
»mun1ty'__v‘genc1es were ‘ bually.._located in: the larger.' <A t :
' se that -served: too s all‘an: area met ,

,.vocatlonal educat1on and other com-



It was in the midst of this situation that the Ottumwa Project was con-
ceived. Might it not be possible, for example, through the use of modern
methods of communication to inform the rural poor who were scattered
throughout the rural areas of the opportunities for skill training and jobs?
The new job markets or "functional economic areas', stretching S0 miles
or more from a "central city"' had now become a practical operating area.
The automobile made it possible for pecple to commute 50 miles or more
to work, to shop or for recreational purposes. Why could they not commute
equally far for manpower services? Sexrvices could be extended in an organ-
ized way to those unable to do so. In most instances a fairly large central
city was located within this large labor market area, which cculd be the hub
of a new method of providing a wide range of manpower sexvices at a reason-
able cost. It was not necessary to close small offices. By establishing an
area office and converting the small cutlying offices to "satellite" offices of
the larger centers, the staff of the whole area could be deployed without
antagonizing the people concerned about losing their employment office.

v Simple as it might seem to test out answers to these problems, there .
© were many serious ba’rri.ers,[that’the personnel of the Iowa Employment
Security Commission had to overcome:  Not only were State salaries low
" but tenure was very limited. Specialized-staff, such as the labor economist,
the communications research man and the counselors, were difficult to re- -

. It is a real wibute to the Project staff that the Ottumwa Project became

" such anoutstanding suctess

e of the employment sexvice in Des Moines, such as Jerame Corbett and
vided excellent leadership. Wil

£fi ‘oject: ‘contributed many of the good .

. Personiel in.charge of the administrative.

William Hodd, who was ‘in charge
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CHAPTER '| s
THE OTTUMWA PRO.IECT—AN OVERVIEW
The Prc|ecf

The Ottumwa Experimental and Demonstratlon Pro_]ect ‘was initiated to .
_ develop more economical and more effective. ways for dehvermg compre-
~hensive manpower services. to re31dents of rural areas. The. Ottumwa" '
: 7._Pr03 ect mvolved a lfundame,ntal restructur

mg of_ rural Emplornent oervlce
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The Rural Environment

That rural America, asv. much as the more urban areas, has felt the
impact of technological charnge and is experiencing the consequent sccial -
and economic dislocation is widely recogmzed Everyone knows advanced
agricultural technology has sharply reduced the need for farmhands and for : Z

- farmers. Sometimes, though the deg_];ee to which this is happemng can be ' -1
_astoundmg ’

[YRrVE S—

e

For example, an unpubhshed 1965 Iowa State Umversn:y study indicates
a 57 per cent reduction in the: numbexr of farms m SOutheastern Iowa would )
be necessary if the size of the average farm in that area were to be economi- , ‘ ' {
cally competitive today. It is equally well-known that changing technology :

" has also affected other rural industries. The closmg of the rural mines in ‘ 7
'AppaJachla, in. central Iowa, -in northern Missouri and -in the Rocky Mountain - = ‘ {
States is just one example. Both agrlcultural and nonagrlcultural mdustrlal
_obsolescence has become a common rural malady. The inevitable conse- S
. __f';quence of this’ 1ndustr1a1 obsolescence is pools of unemployed and under- o {
Poo ly qui 'yped' o find work in. other,_}mdustnes,and in R

A FulToxt Provided by ERI



o ,vzthe ablhw.o:f‘tlle Employmem: Servlce to funct1on effect1ve1y in this- changed. -
ruT | 7_‘_}four prev1ous1y S

The emergence of the Funct10na1 Economiic Area has received more than
academic recognition. For example, in Iowa voluntary multi- counw eco-
nomic development programs, initiated and widely part1c1pated in by the
private sector of the economy, have developed. TENCO, as the first, is-
probably the most famous of Iowa's multi-county economic development
programs., However, a total of eight such multl county organlzatlons now
are funct1on1ng in the State. Recogn1t1on oF the reahty of the Functional
- Economic-Area has progressed to the point. where Iowa's former Governor
approved a proposal which will d1v1de the State into 16 such areas for all
state governmental functions. Similar proposals have been made in Pennysl—
vania and Nebraska as well as in a uumber of- other states.

Area Orgaruzahon )

The Ottumwa Pro_]ect was undertaken to develop ways of strengthemng



Fully developed pro;ect operatlons featured both the centralization and
- the decentralization of Employment Service activities. Generally speaking,
"extenswe services' —FserV1ces requ1rmg direct contact with large numbers
-of md1v1duals— -were decentralized while "intensive services''--services de-

- hvered by techmcal spec1ahsts or havmg areaw1de nnpact-—were centralized.

As a consequence, : responslblhty for- outreach, 1nta.ke, local job development,
placement and emp]oy er relations activities in the counties havmg regular
ZEmployisier Service facilitiess were 'decentralized and assigned to the satellite

offices:. Satellite office persommel were also responsible for :dentifying unmet:

manpower reeds in their counties anc for commumcatmg this mformatlon to
,the area offic :

To furcler decentrahze 1ntake and outlet actrv1t1es, ou-station centers

wereestabhshed 1n cooperat10n»w1th county Commumty Actlon Agencles and

!
i

v o . .
[ Voot ey



‘To provide opr . onity fox staff Specxahzatlon and for the development ,
- of program depth, "intemusir: sewxce activities were centv:ahzed in the area
" office. To facilitate the delivezv of the "intensive services', three oper-
atmnal umts were for—med “withi_ the area oi:fxce.‘ ’

" The largest grous o ~entradized functlons were those «.once—*ned with
employability developrment +--courseling, selection'and referral to training,
Job Corxps recruitment and ~he se—rice programs for special applicant groupb.
Responsibility for theee ac..ities was assgned to the Employabxhty Develor
‘ment Umt whxch was cno! rd:nated by the ch1ef counselor

2 T he interarea job dex eiopment anﬂ p:.ar'ement functlon, augmented by a
i 1abo‘r7mob111ty,~pr03ecf and. rcga,rded‘as an intensive job. development and

2 S the' .pnme resp' ns1b111ty, JI the A;rea P]acement
ent’ ]o_b develop—

‘applicant§ the satellit ce
acing locally wer per ormed by’ :he' Staﬁf’asmgned to th1s Umt




Area Operations

To facilitate operations and to assist in the coordination of the activities
of the four operatlonal units, centralize ° appl1cam: and job order files were
established, consisting of duplicate cop - of all application records and em-
- ployer job orders from both the satellite sifices and the outstation centers,
Besides prov1dmg Employablhty Uni® personnel with the means for identifying
individuals whose need for intensive services had not been recognized by

Field Services Unit personnel, the centralized applicant files enabled both -

Employablhty ‘Unit and Field Sexrvices Unit personnel to have immediate,
simultaneous access to basic applicant information. Problems devzloping
in the course of carrying out the 1nd1v1dual plans of service for particular
applicants could be quickly and _effectively discussed by telephone without.
the delay of ma1l transfer of records

, _ The‘centrallzed appl1cant and ]Ob order f11es were also extenswely
e ;unhzed oy. the. Area Placement Un1t Regular 1nterarea placement pro-

. per sonnel




Finally, the centralized files permitted the introduction of an "indi-
vidual applicant” approach to measuring services. Briefly st ted the
methodology used to develop "individual applicant” data was to relate the
services performed and the results achieved to individual applicants rather
than to separate totals of applications, referrals, placements znd other
transactions. Through the use of electronic data processing eguipment
and techniques, "individual ap:phcant data provided insight into the quality
of the service performed rather than simply a running total of the numbers
and types of transactions completed. Fox reporting purposes and in the
interest of measuring the 1mpact of the changed procedure introduced during
the PrOJect "transaction data" was also accumulated.

~ Not infrequently the difference between "total transactions" and the
actual services provided to individual applicants were nothing less than
'astoundmg To illustrate,. when pre- project records were translated into -

- "individual dpphcant" data,’ -only . 6, 627 individual apphcants accounted for
' ";f:.;the 10, 03/ appllca.tlons actlve in the four Emp oyrnent Serv1ce offlces 1n the
afe durmg the. year: before ‘the PrOJect.

ntruductlon’orban md1v1dua1 apphca,nt" approa ch to; data co] lectlon had,

. _,grotesquely mlsleadmg with a: » y
~ had actually happened and What transactlo data 1mp11ed had happened
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Area Management

The development of staff and resource depth permitted by area oper-
ation and encouraged by unit organization fundamenwally changed the type of
management required in the rural Employment Serviice. Centralization of
areawide management responsibility had created a yole for full-time manage-
ment in the rural Employment Service. The part-tims nnanagement concept
which had traditionally characterized rural Employment Service operatlons
was supplanted by a new conception of the roles of firsc and second line rural

‘ Employment Sexvice management ‘ In the Ottumwa rroject, -the first line -
- ma.nagement role of the area mdnager was more crea.tue tham admn:ustratlve _—
.The staﬁ and resource ‘depth_ achleved through area organ1zat10n permltted‘g' -

'-consequence" the' Varea manager was’ able to concentratei
S re 'r1t1ca1 man-_",;-"‘

ce mto better focus on th\e

.
[

o T



Under these circumstances, the role of second line management was
one of critical importance. As working supervisors, ‘responsible for the
effectiveness of activities within their units as well as for participation in
actual performance of these activities, second line management personnel
were both the means through which management decisions were converted
into action and, through their active participation in actual production activi-
ties, management's eyes and ears as well, Competent performance of their
roles required that second line management person.nel'remain constantly
alert to developing problems and continuously search for more effective and
more efficient ways of utilizing available resources. As a consequence,
second line personnel became a prime source of innovative ideas which
contributed to the strerlgthemng and expansion of manpower services during
the Project,. . = = = ' o ' L -

- Theinvolvement cf ‘s’ec‘;s;r‘;d;_nne,-managginer_it personnel in the develop-
mesn"‘tfaiSfWéll;élf‘s’_jtbé_"_"Vi:ﬁpl'i‘ém”gnft"ati‘ph»Ad’ffp‘rdgxarfn‘s and policies led to even’
. further staff participation in the _‘ménagémént~ffunctioﬁ;:“__'_UmtrﬁéQOrdin'atOrs', a
* unable to develop the téchnical competence and expertise necessary for




The Impact of Area Orgamzahon on Services

The innovative procedures permltted and encouraged by area operation
and unit organization had significant and substantial impact on both the quality
and the extent of the manpower services delivered in the area by the Employ-
ment Service, The centralization of intensive sexrvice programs and activi-
ties allowed Field Services Unit personnel to specialize in outreach and in-
take activities. The outstation center program which the staff depth and
flexibility achieved through area organization substantially strengthened the
ability of the Ernployment Service to reach out to individual applicants in need
of service.

. Durmg the PrOJect s second year,\ the total number of 1nd1V1dl.la1 appli-
- cants served, by the: Employment Serv1ce was’ 25. per cent greater than’ ‘the
““ number served durmg ‘the pre-project: year.’ sWhile the number of- apphcants’ '
» re51dmg m the: counties;:in which regular Employment Serv1ce fac111t1es were
',;.located 1nc _eased b' ,ll per_cent ‘the: number of 1nd1v1duals reached by the'

e psrored




" traffic served by the

Of equal significance, before the Project only 3.5 per cent of the non-
agricultural job openings processed by the four Employment Service offices
were from outside the four counties in which these offices were located. On
thie other hand, information derived from the 1960 Census indicates 46 per
cent of the area's nonagricultural employment opportunities lie in these eight
counties. Decentralization of local placement and local employer relations
activities through the outstation center program resulted in a 400 per cent
increase in the number of job openings received from empleyers in these
eight outlying counties. The significance of this substantial in:crease in the
number of job openings listed with the Employment Service lies in the in-
creased placement potential. To be effective, a manpower prograim, whether
urban or rural, must be able to place its clients in competitive employment.
Successful exploitation of the placement potential offered by outlying areas
such as these eight "forgotten' counties is a necessary first step in this
direction. . o . -

" Though the local economy deteriorated steadily during the Project period
 (Ottumwa itself Iost five. sizeable industries, -one of wiich had had peak em-

“ployment of over 1;000) the number of individual applicants permanently
~ placed by the Employment Service increased steadily. During the year before
" the Project, a total of 2; 655 appligants or 40 per cent of the total applicant
e R r cent of the total app.
o

. more applicants implies.

placed in permanent jobs. During the o

jhen the: innovative techniques-introduced = = -
L d | - BT 3 eré ."' 3 v

Jle differchce in activity becween the two periods and gives no indicationof = © .
~ the substantial extension of sérvices'the permanent placemeant of 56 per cent



" ‘and the Area Placeme

Finally, the number of applicants placed in permanent employment
through job development also increased steadily throughout the Project
period. Through job development 153 per cent more applicants were placed
in permanent employment durmg the second Project year than in the year
before the Pro;ect ‘

The centralizatiOn of intensive service activities and of the implied
supportive services permitted by area organization made it possible for
staff specialization and program depth to develop. The development of staff
specialization and program depth, in turn, created the means through which
effective, cooperative interagency relationships at the working level could be
worked out. To illustrate, development of formal agreenents for the cooper-

. ative outstation centers culminated in the evolution of county-level multi-
agency serv1ce centers. Sm:ularly, ‘the practice of holding periodic " staffmg :
..sessions" Wlth vmembers of the Employabillty Umt ‘the. F1e1d Serv1ces Umt o

‘Unit, ‘ _which were; 1n1t1a11y begun as a means for "

: '?'t~1mprov1ng'1nte nal communlcation and for developlng serv1ce programs S

"__"for particular nd1v1dua1s, eventually evolvedj _mto mformal 1nteragency






Operation Mainstream Program operating in the area. Delivery of program
counseling service on this scale had never been undertaken in this area be-
fore and resulted in the direct extension of service to over 50 disadvantaged
. »apphcants. In ‘addition, | centrahzatlon of the counsehng function perrn1tted

 scheduled service to be extended to the Nelghborhood Youth Corps projects
operating in the area and for supportive Employment Service. counselmg w0

.. be prov1ded to. M.D. T. A. students at the Area Vocatlonal Technical Sc hool

Centrallzatlon of M D, T A selectlon and referral act1v1tles yleld
v substantla]ly 1ncreased selectlon of target group members for- M.D.T.A.
‘training. Espec1a11y olgmflcant here was the priority Wthh could'be as 81gned

“to Operation Mainstream, . Work Experience and Trammg Programs and

" ‘Neighborhood Youth Corps graduates already’ being served by the centralized
counseling service. Competition for available M.D.T.A. training slots was
fierce. .During the second Project year, over 1, 500 area residents were
, 1dent1f1ed as being avallable for and potentlally ehglble to receive M. D.T.A.
“training. . Yet: suff1c1ent training slots were: available for only one-tenth of

~ - this number. ‘Asa consequence, ‘the ab111ty to assign priority .to the ‘training

needs_of pnm" _target gvoups achleved through the centrahzatlon of M D T A,



The staff specialization achieved through area organization made it
possible for industrial services to be extended to employers in the eight
outlying and previously unserved counties. Staff specialization also made
possible the development of a pilot cooperative high school program based
upon an exhaustive survey of 1967 Iowa high school graduates which re-
~ flected the expressed needs of the young people themselves and of school
~administrators and counselors This Cooperat1ve High School Program,
: developed by the central1zed counsel1ng and public information sections
durmg the. second Pro Ject year, subsequently was adopted as the model for
7;the 1969 Cooperat1ve I—I1gh School Program in Iowa. B

‘ Staff spec1a]_1zat1on and awareness on the part of approprlate person.nel
of an incipient manpower need resulted in the development of two particularly
- effective Summer Youth Employment Programs. These Summer Youth Em-
ployment Programs again were ta1lored to the needs of the young people and
~  to the resources of the commun1t1es in Wh1ch they were undertaken. Inci-
L dentally, the Success of these two programs had led to communlty mterest

SIS
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Centralization of public information activities enabled the Employment
Service to make optimal use of available mass communication media. The
‘development of the potential offered by radio and television was particularly

- significant. Utilization of radio and television for client recruitment, job
‘recruitment and for communicating manpower problems and needs to the
community was pursued extensively and effectively. o

© As an illustration, the four "Jobs-A-Go-Go" television job recruitment

programs resulted in the placement of nearly 400 individuals, or about 100

workers a program, in out-of-the-area employment. The significance of

' this performance becomes even more vast when it is realized that nearly 50

- per cent of these individuals had had no recent contact with the Employment

- Service, nearly 60 per cent were from the rural, outlying counties and almost

35 per cent could be clagsified as disadvantaged. .



CHAPTER 2
* BEFORE. THE PROJECT

The Ottumwa Pr0|ecl Area

The Ottumwa P:rOJect area, cons1st1ng of 12 ad]acent count1es in South-

- east Jowa, is a functlonal economlc area' (FEA), as defined by Doctor Karl

) ’Fox, Department of E conomics, Iowa State University . “According to Dr. Fox

~-in Change and Community’ AdJustment, Metamorphos1s in ‘Rural America;

- Ames, 1967, a functional economic area is a multi- county economic unit
a which exh1b1ts the followmg characterlstlcs. : ‘

(1) The reS1dents have a feehng of personal 1de11t1f1cat10n w1th a
larger commumty :

(2) Commutmg patte:cns tend to follow the functlonal area.

' (3)f' T:cafflc p ,tter‘ sf“"how ‘:a_v “j'mcreasmgly heav1er flow as one
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In fact the Ottumwa area can be said to be the first idenufied functional
economic area. A 1958 study, conducted by the Iowa State University Ex-
tension Service in cooperation with the University's Department of Eco-
nomics, not only contributed to the original formulation of the functioral
economic area concept. but also resulted in a 10-ccunty economic develop-
ment program, commonly known as TENCO. Although the original TENCO
study included Washington and Jefferson Counties, these counties refused to
participate in the TENCO Economic Development Program.

'As the TENCO experience illustrates, the functional economic &rea con-
cept is more than an academic theory Related governmental agencies are

- already restructuring to conform to this new rural economic anc societal

pattern. In Iowa this trend has progressed to the point where Iowa's former
Governor Harold Hughes approved a proposal which would divide the state
into 16 such areas for all state governmental activities.

Characterlshcs of the Area

~The Ottumwa functlonal area has been cng.ractenzed by outmlgratlon

. f»and a steady populatmn loss for the past 20 years ';.-_Part of this trend is




EMPLOYMENT, AGE AND EDUCATIONAL ACHIEVEMENT LEVEL

- Profmct Arez fowa "
Labor Force 78,994 1,054, 322 ]
Unempioyed © 2,648 ‘ - 33, 630
- Per cent unempicwed R ; 3.2 i E
Participants 14-17 4,021 - 51,578
(14-17 yr. olds) as % of Labox Force 5.z 4.9 o
Participants 45 and older 36,775 439, 520 o
(45 & older) as %. of Labor Force - 46,6 S 41 7
B Populatlon over 25 © 126,755 1,553,638 | R
o Completed grade 8 or less . 55, 430 . 577,095 | .
“ias % of p‘opulatmn over 25 o V7o 376
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Organization

In the pre-Project period, foux independent iocal Employment Sexvice
offices were responsible for d:livering service in the 12-county area. Nine-
teen professional positions were di stributed among ~hese four offices, each
of which was considered a "full-se-vice" office. T reughout lowa, the Un-
employment Insurance function was separated admic’ scratively from the Em-
ployment Sexvice function and orgrnized on an area -asis before the Project.
While the number of professionai staff members /2 the individual offices
ranged from two in Fairfield to rine in Ottumwa, Il of the offices except
Ottumwa were respounsible for m [Iti-county admin:sTrative areas.
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Staff Resources

A tabular presentation of professibnal staff first line duty as signments
in relation to identifiable Employment Sexrvice programs and funcuonal
activity areas reveals substanual resource gaps.

Program or Activity Area = Centerville - Fairfield  Oskaloosa Ottymwa
Outreach - o - 0 0 0
Intake v ’ /2 1/2 i/2 1
Counseling ' 1 0 0 2

MDTA Sel. & Ref, 0 0 0 1/2
“job Corps Recruitinent 0 0 v 0 1
Nonag Placement & Job Dev. ' 11/2 1/2 11/2 2
Intensive Placement ... 0. - 0 -0 0
| Farm Placement .~ .. . - 0 .. . 0 B 0

o j'Employer f‘:elatlons ey 1 1 L




" sity of choosing, which prog

Service Problems in the Four Counties Where Offices Were Located

Without taking into consideration the geographic areas over which these
resources would be spread or the numbexs of people these resources would
be expected to serve if service were to be delivered throughout the respective
administrative areas, the delivery of "full-service" even in the citles where
office facilities were located was frequently impeded by limited staff re-
sources, S S '

In some cases, these limitations extended to basic services. In a rural,
heavily agricultural area, ‘only one office out of four had a farm labor repre-
sentative. Two offices were virtually without effective counseling service,

‘Oskaloosa had none at all while Fairfield received intermittent. itinexrant
service out of Ottumwa. In other cases, while these staff limitations did
- not entirely prevent activity from occurring in the various program and
' functional activity areas, pursuit of these activities was difficult. Manage-
' ment and staft alike were repeatedly and continually bedeviled by the neces-
ng rogTam to push at;any particular tinie since activity
the ‘staffing pattern.could only be pursued at
ay operational activities. Under these cir-
rence f effort were diffi-

n those prograim areas fot ir

he




Service Areawide

When the respective administrative areas of the four local oifices are
taken into account, the variations in the ability of the Employment Service
to deliver applicant and employer services become even more pronounced.
As the data presented graphically indicates, although more than 52 per cent
of the 12-county labor force (40, 900 out of a total laborx force of 78, 900)
lived in the eight counties not having Employment Service offices, fewer
than 16 per cent or 1, 214 applicants out of a total of 6, 627 served by the four
local offices during the year before the Project were residents of those eight
counties, :

MARION ‘MAHASKA KEOKUK WASHINGTON
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offices ‘were located.

Except as otherwise noted, data is presented throughout this report in
terms of individual applicarts rather than in terms of applications or other
forms and .<zords. Translation of "transaction’ data--data in terms of
forms and records--into individual appllcant data was accomplished by using
electronic data processing equipment to collate the activities and services
performed on the basis of the social security number of the individual re-
cipient of the activity or service. Needless to say, the picture emerging
from this "'individual apphcant approach differs substantially from the im- ’
pressions gained through the traditional "transaction’’ approach. Even if the
lowest applicant to labor force ratio of the four counties having an Employ-
ment Sexvice office (.08 out of 10 in Mahaska County) was to be used as an
acceptable measure of effective applicant service, it is clear the delivery of
meaningful applicant services was not being approached in most of the eight
outlying counties and a- substantial portion of the labor force of the 12-county
area was not even being reached. Sexvices of whatever quality and number

: cannot be dehvered unless contact w1th the apphcant is estabhshed

The Employer Serv1ces pertormance outs1de of- the countles in whlch

local offices were located suffered from s1m11ar d1;ff1cu1t1es. : Durmg the o
o :;'year before the Pro_1ect only 3.5 pe1 ‘centof the nonagrlcultural job orders B
",handled by the four local offlces were from emp‘oyers in the eight countles o

Yet, accordlng. to mformatlon from..






Four Offizes and One Functional Economic Area

~ The application of the Functional Economic Area Concept to the Ottumwa
area suggests the area is a single labor market encompassing the entire ad-
m1n1strat1ve areas of all four offices, rather than four small, independent
labor markets bounded by county lines, Data accumulated on Employment
Service activities durmg the year before the Project indicates the labor force
was-ahead of the servicing agency in recognizing the deveiopment of a single
labor market. Out of 10,037 applications active in the four local offices
during the year before the Project, just over 3, 400 were found to be dupli-
cated. In other words, over 50 per cent of the applicant clientele had ex-
pressed their interest in what would be referred to as interarea placement by
registering for work in at least one other office besides the one closest to
their residence. That this. many app]lcants went to the trouble of registering
. inmore than one oﬂflce in the area is. 1mpress1ve evidence the people re-
garded the area asa s1ng1e labor market Whether the serv1ce agenmes d1d

IR o ___1s ev1dence especmlly when- take .into account Wlth the area s h1story -
: ,,;juof outmlg'ratlon, suggests the need for a strong mterarea and mn:a area _]Ob ‘

afe apph— P

size of the labor mquet

nducted an mterarea e




CHAPTER 3
—-- AREA ORGANIZATION

The Area Concept

As a theory, the area concept--the idea of orgamzmg rural service de-
livery systems on area bases--is extremely appealing. As a . heory, area
organization promises to overcome the fragmentation of the rural labor
~ market which seems to be an mherent shortcoming of traditional Employ-
- ment Serv1ce rural orgamzatlon. As a theory, area orgamzatmn proraises
to permlt rural resources to be. pooled su_'ff1c1ent1y to create ‘the resource

| ";"‘:,"'.\_depth and. ﬂex1b111ty needed for the development of staff” spec 1allzat10n and

g "proglam depth——and requlred for the extensmn of quality servme evenly

' throughout rural areas. AS a thecry, ‘area orgamzauon is buttressed by -
‘recent soc1oeconom1c studles which document the’ emergence of rural mu1t1— .
ounty a:teds Wthh funcuon as smgle economlc units. ‘

,ip.ltgclctslce




Organizing for Area Operation

To give substance to the concept of area organization, an area manager
was appointed and placed in charge of all Employment Service activities in
the Project area. Due to the inadequacy of existing facilities, a physically
separate area office was established. The area office, along with the four
previously independent local offices, became a smgle administrative un1t
functlomng under the d1rect10n of the area manager '

, Creatlon of an area operatlon also 1rvolved fundamental restructurmg
~of. the serv1ce dehve:ry system:; The attempt to mamtam each offlce in the
area as a "full service" office was: abandoned Instead, the areawide ad-
‘ministrative unit--the area offlce and the ‘four satellite offlces together--
became the full service ‘office.” The five 1nd1v1dua1 unlts w1th1n the area-

, fW1~:1e ordamzatlon spec1ahzed in dlfferlng, but. complementary, act1v1t1es S
and functions; '-I‘ho~1e activities and. functlons for which the area. off1ce bore
, f»pr1me responsmlhty were ‘referred to as centrallzed" services. Functlons'
E and actIV1t1es Whlc_h were th "'prlrne responSLblhty of the sate111te offlces,
' L The, dlstlnctlon between §

. ]
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The criteria for determining which functions were to be centralized and
which were to be decentralized were thoroughly pragmatic. Those activities
involving beth direct public contact and limited geographicel areas were de-
centralized. In practice this meant the most of the traditional, local labor
exchange activities of the Employment Service--local intake, local Employer
Relations and placement and local Job Development activities--became the
prime responsibility of the satellite offices and outstation centers. To these
was added responsibility for local outreach, for identifying unmet manpower

o needs of both individuals and commumtles and for commumcatmg these needs

'to area oxiice»personnel

'On the other nand actw' ies. hav1ng 1mpact on the area as a Whole and
thase requiring a- lugh degr; ‘of technical competence and spec1al1zat1on
ere central1zed in- ‘the: area ofnce. ._ln r.ract1ce this resulted in the central-
,1‘,at1on of the counselmg serv1ce “of MDTA selecuon and referral activities,
‘of intra-area. and 1*1terarea JOb development and. plaCement, of the labox

"market mformatmn fum‘tmn and of commumty relations act1v1t1c.., Central—"'*

~1zed act:lv1t1es and services werxe regarded as program areas.and were p aced

“under the direction of techn1cally competent program 'specialists. De-i‘?"?*:""'

.":»‘.centrallzed activities were; placed under the drr:ectmn of satell1te off1ce'*-"_
R ‘_managers and outstat1on center personnel ARSI ' S




“Unit”’ Organization

To facilitate internal communication and to reduce the area manager's
span of control to reasonable proportions, four operaticnal units were set
up within the area. The Employability Development Unit coordinated by the
chief counselor, the Area Employer Service Unit or Intensive Job Develop-
ment and Placement Unit coordinated by the area placement'director and the

~Community Support Umt coordmated by the community coordmator were

_headquartered in the area office. The four satellite offices, along with
- persomnnel-assigned’to “the utstatlon centers L.OIIStltllted the ‘_fourth oper—,1
S aaonal unit, . ‘ ' '

the F1e1d Serv1cesl Umt

Except 1nl the case of the
bound fogeLher more by common purpose than;by fo1 aal, orga.mzat_ oL

,1e1d Serv1ces Umt the operatlonal umts were 4

[



AREA MANAGER
AREAS OF RESPONSIBILITY OF FOUR OPERAYIONAL UNITS

FIELD SERVICES UNIT

EMPLOYABILITY DEVELOPMENT

EMPLOYER SERVICE

COMMUNITY SERVICES
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I-take
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Relations

Local Job.

_ Placement .

g f Individual Manpower:.

" ‘Need Identification .

; Commumty Manpower -
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" Development S

" Local Job. ) .Job Corps Screemhg &
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This emphasis upon the development of program and activity iinkages,
coupled with the grouping of programs and activities with similar objectives
into functional units, proved to have two distinct advantages. It served as
a constant reminder that individual programs cor activitics were services
contrlbutmg to the attainment of objectives held in common with other ac-

‘tivities and programs and not ends in themsuves. The tendenry toward

. fragmentatlon of service which so often comes w1th specialization was dis-

"‘l;.‘posulon to see what need

pelled.. Responszbihty for developmg program and act1v1, "i‘inkages was also

placed upon’ operatmg perso‘mel— —upon the md1v1duals actually performmg

the serv1ces. A

The advantage here ‘was tworold Operatmg personnel were L; the hest‘

o “More importantly, delegation of the '

R ;respons1b111ty not only for"gettmg it done, ‘but also for deciding how it was -
.« tu be done," 1nv01v . operatmg personnel‘dlre tly,and: mt:ma e1b in. progra'

[T ITR T |

R T

- L
P anafaiai) A

i
RS

awm



The Field Sexvices nit was more formally structured. Though satellite
office administrative areas had been abolished for all but reporting purposes,
satellite office managers were delegated responsibility for line supervision
of activities in the outstation centers closest to their offices. Tractical
operating considerations, more than the need for immediate supervision,
dictated this assignment. Delivery of effective sexrvice through the outstation
centers required these centers to be tied as closely as possible to regulaxr
Employment Service facilities. The geographic proximity of the satellite
offices, by shortening the lines of communication, made this assignment of
responsibility desirable. ‘ f '

In one fundamental respect, the structure of the Field Services Unit
was less than ideal. Since the Project was of limited duration, local office
managers remained in the satellite offices. This was a waste of talent and.
resources, Satellite office operations could better have been directed by a

‘single manager which would have freed thiree positions for more: productive
 assignments. Beyond this, the continued presence of full-fledged managers

in the satellite offices prevented the Field Services Unit from attaining the
- unity of pg};‘pése;;and'.'_th_’e‘.qnijjorrhity of service achieved by the other umits: -
. The cancept of working together to achieve a common objective developed .-
" moxe slowly and less completely. Finally, as ymificd direction to field oper-
" “ations could be provided only by the area'manager, greater thandesirable”

- involvement of thg.area manager in the: operation of:the Field Services Unit -

' resulted. ' In effect, the area mana ‘V‘J:[{had_fto.perfprm_a;functidn which could

" more economically have ‘been.performed by any of the four satellite office .
" ‘managers had the other three been reassigned to direct management of field =

operations. .




FIELD SERVICES UMIT

Area Manager

1
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L ] 1 1
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Despite the structural shortcomings, unit organization of field oper-
ations proved advantageous. The mechanics for the delivery of more ef-
fective outreach, intake and job placement services in the outlying areas
were perfected and implemented and the quality and quantity of services
delivered within the home territories of the satellite oifices were also im-
proved. These fundameitai changes in the ability of the Employment Ser-
vice to deliver effective service grew in part from the specialization unit
organization allowed. Reduction of the number of activities satellite offices
were respon31b1e for permitted greater effort to be focused upou the areas
of responsibility that remained. Of equal importance was the motivational
impact derived froin an areawide perspective and the slowly realized concept
of unity of purpose. Successful experience in one satellite office remforced
related efforts in. the others.

Research Aspect

An adetlonal aspect of the Ottumwa Project’s mission was the attempt
to measure the adequacy of the applicant and employer sexvices delivered
" both before and durmg the PIOJeCt Development of the data required: to do
this’ tended to complh.ate Project. structure. _ A data gathermg staff had to
' vbe 1ntr0duced and accommodation’ had to be maue for their: activities at every
'operatmg level. ResponSJb111ty for developmg the researc‘h aspect of project

- activity and for coordmatmg research procedures with operat1ons rested with

the project director. U'.ltunately though the project director as ‘coordinator

of rec;ea.rch and operat1ona1 activities was fc-:rma]lv in charge of the’ erit1r,'f”'
operat1on, respons1b111tyun fact became dlw ded: Operatlonal respons1.b111ty '
g:LaV1tated to the area: manager wh11e responsﬂnlxty forx: research ‘activities
B remamed with-the prOJect dlrector.
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Innovative Technigues and Procedures

Conversion of this newly constructed area organization into a fully oper-
ational, productive sexrvice delivery systemn required considerable renovation
of Employment Service techniques and procedures. Three types of inno-
vation were introduced. Some inn>vations were basically mechanical such
as records and hardware which were introduced as additional tools to be
used in the delivery of more effective service. Some innovations were ad-
ministrative and were essentially in the management area. The bulk of the
innovations, however, were operational and had to do with the day-to-day
techniques and procedures used in the actual delivery of service. The oper-
aticnal innovations were basic while the mechanical and administrative inno-
vations were mtroduced only to make the operat10na1 innovations possible.

Two equally important mechamcal mnovatlons were introduced. First,
centralized applicant and employer order files, consisting of duplicate carbon
copies of all applications and employer job orders taken in the satellite
offices and outstation centers were set up in the area office. The centralized
files served both operational and admmlstratlve purposes. Operationally,
‘the centralized employer order f11e was of enormous value to the Area Place-

“ment and Job Development Unit since it provided immediate access to all of

“the area job opemngs listed. w1th the Employment Service and made immedi-
ate referral service possmle for those applicants referred by the satelhte
offices, the outstation centers and the Employablhty Development Umt for
whom suitable:openings were listed. On the other hand, if suitable openings
did not exist this could be learned read11y and approprlate job development
activity could] . started immediately. L11<eW1se, the centralized employer
order file was an invaluable source of current, areawide job opportunity,
employer requirement and wage rate data for the counselors and for Com-
munity Services Unit personnel.

39
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The centralized applicant file was of equal value operationally. In the
Area Placement Unit, the centralized applicant file together with the central-
ized employer order file permitted regular file search, selection, and re-
ferral activities te be pursued on an areawide basis. In addition, whether
or not suitable pexsonnel were available within the area could be ascertained
immediately when an employer order was received. If suitable applicants
were not available, appropriate recruitment efforts could be launched at
~once. In either case, substantially faster mterarea service was prov1ded
. to both employers and appllcants. : )

The centrahzed apphcant f11e also contrlbuted to the Area Placement

. Unlt s effort to- encourage I positive recrultment by employers from outside

, 'the area. Areaw1de data, by showmg the depth of the area's ‘manpower re-
. serves, proved to be’ Very entlcmg Flnally, }the centrahzed appllcant file
cortrlbuted to the effectlve operation of:the: Employablhty Umt bv glvs.ng area:
offlce_and fle_Ld personnel‘ imultaneous, 'mmedlate access to ba Sic: appll— L

by f1e1d personnel :
through p eV1eW of ‘the .entrahzed il

‘, e,- need had not been recog-' o i
ould be dentl.fled by Empmyabﬂlty Umt spec1a11otsl-;'_-""'
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Administratively the centralized files simplified the collection of data
concerning labor market imbalances within the area., Shortage and surplus
occupations within the area as a whole or in the various parts of the area
could be readily identified. Mcre importantly, however, the centralized
files offered insight into unmet area manpower needs. As an illustration,
data derived from the centralized applicant files, but developed too late in
the Project for positive action to be taken, showed that nearly 1,500 indi-
viduals in the active files had been unable to find suitable employment due
to the lack of adequate vocational skills. This is impressive evidence that,
despite maximum utilization of current programs, substantial unmet need
for vocaticual training still existed in the area.

Finally, the centralized files provided a means for evaluating the quality
of employer and applicant serV1ces through the area office and the sateliite
offices alike. Momtormg of operations throughout the area could be con- -
ducted from within the area office and supervisory “ravel to satellite offices

. and outstation centers could be limited to occasions whexe the need had been

1dent1f1ed

The sec0nd mechanlr‘al mnovatlon 1ntroduced was. a Leased Telephone'
Line Systern linking the area. office and the four %atelllte offlces The leased
line, like the centrallzed f11es, met both operatlonal and. adminiszrative

needs. Admlnlstratlvely, the leased line’ facﬂlty t1ed ‘the geogxaphlcally

v dlspersed satellite offices; and the area offlce together It also provided the

. commumcatlons 11nk requlred xf the fOur operatlonal umts were to function ', ‘

o together effectlvely, as: components of a. smgle service: dellvery system - By o
enabling the area ‘manager to. malntaln contact with all: operating. persormel -

. regardless of- phys1ca1 locat1on and to operate equally effectlvely from any
" part.of the terr1tory, the leased lme also made a contr1.but1on as.a manage-'
"’ment tool - : ‘ ‘ : ; :




The operationai influence of the leased line was equally profound. In
conjunction with the centralized files, the leased line made telephone job
development and referral service possible areawide. Satellite office inter-
viewers, while talking with an applicant for whom no suitable jobs existed
locally, could use the leased line system to call the Area Placement Unit to
determine whether or not suitable openings were available elsewhere in the
area or even in other areas. If suitable cpenings were available in another

. part of the area, then the. Area Placement Unit, used the leased line facilities
" | to arrange an employer 1nterV1eW on the spot. ' Before the appiicant left the

interviewer's desk, ‘referral to a ‘ob opeining in anothcr part of the area
frequently ‘had been arranged Dclwery of areawide job. development and
placement service on the. direct, 1mmed1ate basis normally possble only.
_within the city, served by.a single local off1ce had become a real1ty The

~ leased line telephone ‘system-also made regular consultation between: f1eld I
- personnel and Employa.blnty Development Unit personnel feaSJ_ble . This

"id1rect consulfatlve contact Was espec1ally 1mportan1 when serv? ce was

N be1ng prov1ded to counselees smce counselors needed to be 1nformed When‘

B 3
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Administrative Innovation
Three basic administrative innovations were introduced. In the first
3 place, authority and responsibility for the development and execution of
programs ind activities wer= delegated to operating personnel as a matter
of policy. The purpose was to involve professional pexrsonnel in policy-
- making as well as policy “xecution on the theory that the motivational im-
- pact would be substantial:’ ’ '
b Complementing this delegation of authority and re sponsibility to oper-
- ating personnel was a policy of placing program technicians in charge of '
specialized activities, - Line responsibility was delegeted to program spec ial-
N ists to bring their technical expertise directly to bear on problera areas.
o The re‘s_uylt,}‘wa"s' the development: of original, imaginative programs and
approaches having considerable impact:on pr.-dlem areas. .
i
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The third administrative innovation introduced was the concept of
nianagement as a creative problem-solving fiimction. Delegation of activity
responsibility to operating personnel re¢. .. -¥ management of the need to
provide day-to-day direcrtion to operations. ~ At the same time, incorpo-
ration of program techniciens into the management function introduced their

" expertise and competence into the program and policy development phase

of management activities.. Management, as a consenuence, was free to
concentrate upoxn identifying unmet manpower reeds, deciding upon pri-
or1t1es among unmet needs and working with operatmg persomnel and with
other agenmes in the devel(‘pment of programs to meet these needs. In

short, managemel became a creatlve rather than a Slmply admlmstratlvc,‘

funct1on.

The most notable mnovatlons however, were oneratlonal New tech-
riques ot reachmg out.to appllcants and employers, for contrl.butm o th

' ::employablllty development of 1nd1v1dual appllcants, for developing suitable
+job’ opemngs for placement ready md1v1dua.ls for mov1d1ng recrumnent and R
‘other 1ndustr1al services assmtance to employers and for- assmtmg com~ .-

: ";:mumty efforts to resolve communlty problems were. developed and‘imple- .
- mented, In fact; v1rtually every Employment Serv1ce act1v1ty and program
felt the 1mpact of changed techmques and procedu:res
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Reaching Out

To strengthen the ability of the rural Employment Service to reach out
to and attract applicants and employers in need of service, two courses of
action were pursucd, To begin with, outstation centers sponsored in co-
operation wiith other manpower-oriented agencies and organizations were
established in the eight counties lacking regular Employment Service facili-
ties.

Cooperative sponsorship of the outstation centers offered distinct
advantages. In return for Employment Service cooperation and expert
assistance, cooperating agencies were. willing to furnish office and com-
munication facilities. In six of the eight counties, the cooperating agencies
alsc made one or more staff members available to perform Employment Ser-
vice functions during the absence of regular Employment Service personnel.

L. these six counties, their personm_l were trained in Employment Service
" ... procedures and techniques aud placed under the functional supervision of

regular. Employment Service. staff through formal agreements with the co-

' operatmg agencles As a consequence, Employment Service staff resources ,
_in the area were: augmented by eight pOS1t1ons ‘and full-time service was ex—
: tended to sm add1t10na1 countles fhrough the cooperatlve outstat1on prog:ram

A.subst; nt1a1 increase took placﬂ in the number of personnel avallable. .
; nd outlet” activities achieved through rellevmg sate111te office

’ __‘personnel of employab111ty development activity responsibilities and through ,
‘the "multlpher" effect of other agency personnel S
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spons1b111ty for superv151on of the- 1mplemented program, .
the Community; Serwces Unit in the unplementatlon of the cuistazion concept

While the outstation centers were an extension of the Field Sexvice Unit
and were responsible for performing the same activities and pursuing the
same programs as the satellite offices, the development and implementstion
of the outstation center concept is an excellent illustration of the creative
potential of area organization and unit specialization. The need to strengthen
the Emplioyment Sexrvice's outreach capacity was apparent. The idea for this
particular type of an approach evolved during discussions participated in by
satellite office managers, the commur ity coordinator and the area manager.
The guidelines to be enployed in setting up the outstation centers were de-
veloped by the area manager while the community contact work and the

‘negotiation of the formal agreements necessary for establishing the out-.

station centers were conducted by the community coordinator through the
Community Seryices Unit. Once the centers were established, line super-
visoxy 1€‘Sp0nslb111ty revert“d to ‘the satellite office managers.

~ As thls case so aptly 111ustrates, coordmated use was effectlvely made
of three dlfferenr types of expert1se-~the Field Servlces Unit identified the

" "problem, ‘the area manager arrived at a solutlon to ihe problem and delegated
'responSJblhty for. 1mp1ementmg the solutlon to the Community: :Services Unit

and to the. Lommunlty coordmator and the F1eld Services Unlf assumed re-
Involvement of

eventually led to-a .,ubstant‘lal enlargement of the role of r,,e outstation
centers in the 1nd1v1dual counties in which they- were located. ' Successful
Emplcyment Service experience led other manpuwer- -oriented agencies to
ass1gn personnel to the centers.on a regular scheduled- ba51s - As a conse-
ouence mulﬁ-agency comprehenswe manpower serV1ce centers evolved
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The second course of action undertaken to strengthen the ability of the
Employment Sexvice to .. :t applicants and employers was the int. "siv2,
three-faceted public infori. - :on and public educaidion campaign mounted by
the Community Services Unit. One facet of this campzign featured the
purposeful cultivation of community leaders throughout the area. This
activity, which was the prime responsibility of the community coordinaioz,
involved identifying commuuity movers in each cuunty and es.abiishing
regular contact with them. The purpose of this endeavor was tc explain

'Employment Service policies, objectives and activities and to enlist the

cooperation of these community leaders in the effort to disseminate this
information throughout the respective areas. While this program shared
many of the objectives of an Empldyer Relations Program, primary.zmpha-
sis was placed upon enlisting indigenous community leaders to perform many
employer relations activities in their own commumtles This pexrsonal
contact campaign was particularly 1mportant during the 7 :riod in which the
outstation centers were heing estabhshed “The suppc. . and a sistance of
community leaders contributed inva lu.ably to the P.Lfort to get the individual-
outstations. of:t' to a fast and effectlve start. :
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The second facet of the public information and sducation campaign
concentrated upon securing assistance from personnel of other agencies to
convey information about Employment Service activities to the general public
more effectively. This program, which involved the area manager as well
as the entire Community Services Unit, required the same type of intensive
personal contact as the effcrt to enlist the support of community leaders had
demanded. Beyond this, however, arrangements were made for =elected
personnel from the Community Arcion Progrum agercies, from some of the
agricultural agencies and from tine vario ; Welfare Departments to receive
general overview Employment Service training, These training sessions,

' normaliy restricted to 2 single day, consisted of a brief introduction to

Employment Servlce programs and activities aud to the objectives these
programs anactivities were meant to achieve. Generally, individuals
who received t‘us training shared their experience with their co-workers.
In addition to contributing to more effective inte: rctation of Employment
Sexvice. actl\'lt. ies and programs in the community, this undertaking led to
greater link ages between Employrnent Service activities and the activities
of Lne other agencies. .

"To complement these two facets of th  "olic education carapaign and
to keep cooperating commum*y leaders ar. -rsonnel from other agerncies

‘up tn date on local develaDments in the manpower field, several local publi- |
~ cations were mlmawd An Area Tob Opnortumtles bulletir. was prepared and

disseminated by the Are..; PlacemenL Unit, an MDTA Training Opportunities

~ bulletin was px epa;ed by the Employab111ty Development Unit.and an Area

Labor Market biilletin was prepared and 1ssued by the labor market econo-
mist in the Community qervmes Unit.,
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However, more spectacular results were obtained through professional
exploitation of the potential offered by radio and television. A determined
attempt was made to obtain as much racio and television exposure for pro-
fessional personnel as possible. In the pursuit of thi~ :bjective during the
second year of the Project, the community cHordinator participe.cd in two
television programs, the public informaticn officer participated in three
television programs and the chief counselor participated in three television
programs and two radio broadcasts. The area manager alone participated
in eight public service television programs and three areawide radio broad-
casts, Significantly, one of the radio bruadcasts in wnich the arez manager
participated also featured the Congressman representing Iowa's Fourth Con-
guessional District. Another of the area manager's radio appearances was
as co-host of an afternoon-long broadcast in support of Ottumwa's Summer
Youth Employment Prograni. These examples are cited as illustrations of
the direction the public information program took. Rather than simple
publicity, emphasis was placed upon Employment Servire participation in
events of commun1tyw1de interest.

The third facet of the public informai'ion campaign centered around more
sophisticated utilization of the 0pportun1t1es offered by the mass communi-
cation med*a.- ‘One technique. employed in ’ChlS program was the develop-
ment of locally tallored artlcles for ithe use of newspapers in the individual
. ounties, This techmque, “especially: when o0ca1 pictures were prov1ded with
the copy, normally got the message into: prmt
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In addition to this public service broadcast activity, a venture was made
into commercial television. .. votal of four prime time, professional! quality
television broadcasts were made during the second year of the Project. The
objective of each of these broadcasts was the same--to persuade individuals
wantinw or needing eraployability development or job finding service to
contact . ~ Employment Service. To accomplish this objective, a common
format was used ‘a all four programs. Employers actively recruiting
personnel appeared on the programs to "'sell" the job opportunities and the
benefits oifered by their companies. Collect telephone calls were accepted
from throughout the area during and for an hour after the programs. To
provide "holding" power, a series of local musical groups appeared on the
programs and provided entertainment between employer presentations. In

- keeping with the policy of securing maximum television exposure for pro-

fessional personnel, the programs were hosted by the area manager.

The effect of these programs was phenomenal. Over 500 individuul
applicants, more than 60 per cent of whom had had no recent contact with
the Employment Service, responded directly. Nearly 70 per cent of these
applicants resided in the outlying, rural portions of the area, over 50 per

" cent had completed lsss t-an three years of high school and better than 35

per cent had had earnings below the poverty.level during the preceding year.

Ultlmately, nearly 400 of these applicants were placed in compeutlve em-
ployment- with the recruiting employers. These results-are discussed in
detaii in the final reporc of the Iowa Labor Mobility Project. In terms of

-effectively reaching the people, the’ commerc1a11y- styled, prime-time tele-

vision program v3$s by all odds the most productlve mformatlonal technique
employed duiing the Project.

.8l






Developing the Applicant

Area organization, through the expansion of the number of expert
services available in the area and through the increased sensitivity and
responsiveness to individual problems generated by staff specialization, . ,

- contributed materially to the ability of the Employment Service to provide ' - i
meaningful assistance, to non-job ready-applicants. Some advantages were '
derived from unit orgcl nization itself since the satellite office interviewers
no longer had prOgram responsibilities. As a consequence, the tendency.
on the part of personnel having initial contact with individual applicants to
approach the dehverv of services in terms of unfilled training slots and un-
filled program quotas instead of in terms of the assistance the individual A
applicant nec d was overcome. Filling quotas was somebody else's re- ,

- spon81b111ty ‘ o . v i

Secordly, sate111te offlce personnel had more t1me to d1g out. relevant -
= _1nformat10n and to get to know the: -applicant, - Reheved of program screening o
: :lrespons1b111t1es and the structurmg of the- 1nterv1ew which-it 1nev1tab}y o
1mp11ed a. better apprec1at1on of the 1nd1v1du.;.1's experlence, ablhue o
' problems;and shortcomings was: obtamed Realistic assessment, dnturm, . i
-+ ‘contributed to the’ ab111ty oftthe,program techn1c1an to’ prov1de effecclve,"’ . g
' ":,relevant services. - [ : : 5
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B .'_and to.local Work-]:.xperlence and Trammg cllents fw1thout

Finally, the outstation program contrlbuted significantly to the dehvery
of employability development services. Delivery of service to disadvantaged
applicants--applicants needmg assistance to develop their employment po-
tential--frequently requires repeated contact and substantial follow-up. The
motivation problems--to say nothing of the economic inconveniences- -makes
it unrealistic to expect these applicants to travel great distances regularly.
- The dispersal of Employment Sexrvice- -related facilities throughout the area
and the active cooperation of co- sponsormg agency personnel made this
necessary follow-up and follow- through possible.

In addition to these "built-in" advantages, however, area organization
permitted substant1a1 ‘purposeful innovation in the delivery of employability
development services. Inthe counseling area, for instance, the program
centralization made possible by area organization permitted a program ap-
_proach to the delivery ofiservice. Slmply stated, what this meant was that
~ the staff depth attained ‘through’ c,entrahzat1on allowed individual counselors
. to spec1a11ze in part1cu1ar program areas. Asa consequence though total
,_ycounsehng resources in the area: were.not augmemed (three funct1on1ng -
: ”counselors both before and durmg the. Pro;ect) counselmg service was. ex--

f:’tended to MDTA tra1nees~at the Area Vocatlonal Techmcal School to NYC
program part1c1pants and: to Operatlon Mainstream program. part1c1pants

- regular m-offlc

e ounse11ng program

eopardlzmg the o



The mechanics through which ths substantial extension of service was
accomplished were simple. Rather than having three counselors "hanging
free" to accommodate in-office traffic’ ‘and none of them functioning at full
capacity, in-office counseling became the prime responsibility of one counse-
lor, with the other two available for back-up duty. The prime respon81b111ty
of one of the other counselors became. MDTA related activities, while the
third specialized in interagency programs The result was a counseling
program that fulfilled regular in-office Employment Service responsibilities

and that also went far toward discharging Employment Service responsibility -

for prov1d1ng assistance to incdividuals receiving employability development
services in other prog—rams and through other agencies.

- Additional advantages were yielded by the program approach to the de-
livery of counseling service. The organization and operation of the Em-
pdoyabﬂ,lty Development Unit polarized around-the centralized counselmg
section. 'As a.case in pomt, a. c:!ose workmg relationship developed between

- the’ cent:rahzed MDTA selectlon and referral section and: the counselor re-..
o .sponsﬂ:;le for. dehvery of: serv""e to MD At ’amees Out" fﬂns liaison grew REAN
‘an apphcam: tralmng needs Hich, at one ‘pomt had: identified’ o_veri PRI
»1 500 1nd1v1dua1 apphcants in‘tieed of and:quahfled fo MDI‘A""traunng Like- =~

\ 3 ulte : ‘reaw1de 'd ntl.fl- e
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. resulted in more effective job development and-placement.

However, of the innovations effected through area organization, those
having the greatest impact on the ability of the Employment Service to
contribute effectively to the employability development process of indi-
vidual applicants were in the program linkage area. Some of these program
linkages were internal. . Within the Employability,Development- Unit, pro-
vision was made to reserve, so far as possible, MDTA training slots for
NYC, Operation Mainstream and Work Experience ‘and Training program
graduates identified as in need of vocational training by the counselors
serving these programs. Likewise, ‘the progran: assignment of a counse-
lor to delivering service to MDTA trainees enabled both local and area
pla‘cem,ent,units to have detailed, interpreted applicant and training data
available when the individual enrollee's training cycle approached com- -
~ pletion and the search for competitive employmerit began,  Finally, the.
. immédiate accessibility of the centralized intensive placement section

ability Unit clients, - whether

tivities for
m graduates. .




At the same time, more effective external linkages were also developed.
Assignment of counselmg resources to programs mounted by other agencies
strengthened linkages with these particular programs. However, the de-
velopment of interagency workmg partnerslups went far beyond this provision
of particular service. Through the programs receciving Employment Service .
counseling support additional outlets were created for regular Employment
Service clients; part of the package was Fmpioyment Service participation
in the recruitment and screening processe: for these programs. Conse-
quently, the Employment Service not only serviced clients coming out of the
programs, but utilized the programs as resources to assist in the employ-
ablllty de,‘velopment of chents reached through other scurces.

Addltlonal lmkages in the prov1s1on of serwces to 1nd1v1dua1 applicants
‘ were attained. th:rOugh the Employablhty velopment Unit. staffing sessions.
Imtlated to 1mprove commumcauon w°  n the Unit, participation by Di-

L .VISIO.u. of Vocatlonal Rehablhtatlon counse: Iowa Comprehenswe Alcohol1c :
- ,‘PIOg‘ram counselo

‘Mental Health Inst .e counselors Commumty ‘Action

5 ~program manpowe personnel Departmc : of Social ‘Welfare representatwes

~and the Iowa Manpower Council's OJT-M LA r«.,presentatlve became regular. .
I : mtenswe servic comprehensuve manpower sexvice: .




Finally, the ability of area organization tc strengthen ‘nteragency special
applicant programs was amply demonstrated. Due to the limited duration of
the Project, service programs for all special applicant groups could not be
undertaken. In view of the evident problems of younger workers in the nation
at large as well as in this partical.. ared. ser. ce w yolth Was szlected as
the area to receive emphasis. = *.

To lay the foundat1on for this program, the assistance of school ad-
ministrators was enlisted and an exhaustive mail survey of 1967 high school
graduates and dropouts which inquired into the services the students had re-
ceived and into those they felt were needed but not offered was conducted.
Nearly 90 per cent of the survey population responded. This survey is
discussed in detail in a supplemental report titled, "The 1967 High School
Survey'. Secondly, the Employability Unit, working with the informational
office, surveyed school administrators and counselors in the area to find
out what serv1ces the schoo;s felt were needed Out of th1s new partner— ,
‘ "‘program whlch became the’ modé'l for the statew1de 1969 Iowa cooperat1veij ,
school progra.m “To" supplement the cooperativ\, school program, agree— o

" ments were" Eorged with area’ Commun1ty Action agenc1es ‘to obtain their -

ass1stance ',, .'f,estabhshlng contact w1th school dropouts Fmally, the youth,
rogram was rounded out by the Summer Youth Employment":'.
again were multi- agency endeavors although ]:,mployment

,,_upplemental report "Summer 68" decxcr1bes th1s e
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Developing the Job

Area organization also permitted fundamental innovation in the job
development and placement field. To begin, the outstation program ex-
tended Employment Service-related facilities into every county in the area.
This expansion of the Field Services Unit opened every employing firm in
the 12 counties to direct penetration by the Employinent Service if Employ-
ment Service personnel developed this potential through adequate cultivation.
In short, the potential direct-access market was expanded by the outstation
program while the resources with which to exploit this expanded market
were similarly enlarged. At the same time, this extension of Field Ser-
vices Urivitactivities was supplemented by the public information campaign
conducted by the Commum'ty Services Unit.

In fact, the pr1mary thrust of one phase of. th1s public 1nformat10n
iprogram- -the phase emphas1z1ng cultivat1on of commumty leaders--was

~directed a]most ent1:re1y toward persuadmg these 1nd1genous leaders to he1p S
'-make employers in the’ commumty receptlve to Employment Serv1r'e pene- - '
v tratlon\" Once persuaded” the Tole of the community leaders was' ‘to "soften
tact by Employment Serv1ce personnel for»_,f"

Cup! * employers for. later
) part1cular appllcants.

» ployer relauons act1v1ty created the 1mpressmn thst cooperat1on w1th Em-ﬁ




i _V ?’; he app 11cant'

Job development and placement efforts consequently were more ef-
fective and much easier. In similar fashion, area organization, by re-
lieving satellite office personunel of program responsibilities, in effect
augmented the resources available in the satellite offices for local job
development, placement and employer relations activities.. Consequently,
area organization strengthened the overall ability of the Employment Ser-
vice to deliver traditional local labor exchange services by permitting these
‘services to be decentralized.to a greater extent than had been previously
possible and by creating a structure within which satellite offices could
specialize in the effective performance of local job development, placement
and employer relations activities. ‘

However, area organization had the greatest impact in the interarea
placement field. Within the Project area, the Area Placement Unit, through
effective utlhzatlon of the centralized applicant and employer order files
and the 1eased line te1ephone system permitted the complete dlspensatlon
of regular c1earance or interarea.placement forms and- procedures. _ Place—-.

" ment.and job development activities were conducted throughout the, area on -
S ar smgle office basis with the Area’ P1acement Unit" servmg as: the centra1~ :

reaw1de c1earmghouse for both apphcants and-job openings. . The existence
of a suitable’ opening for a partlcular app11cant anywhere in ‘the area ‘could
~‘"-be determmed by’ telephone and appropr1ate referral arrangernents cou1d be
- made-at.the, sam time; "
5,":‘ma11 refer 1 !

rnotlvauon to. follow through with the: 1nterv1ew.

The time loss: incurred through dependence- upon e
av01ded vhile the: speed of the referral process remorced SRR




Telephone job development was similarly pursued on an areawide basis,
Whether :initiated by satellite office personnel while the applicant was in the
office or by Area Placement Unit personnel working from the centralized
applicant file, areawide job development resources could be harnessed for
an individ: al applicant through effective utilization of the leased line system.
An applicant from any part of the area might have personnel in up to six
other locations simultaneously contacting employers in his behalf. An
apparatus capable of economically delivering intersive, areawide JOb de-
velopment and placement service had been created.

Simllarly, through the complementary Labor Mobility Demonstration
" Project, selected labor markets outside of the area were opened to direct
placement and job development penetration. Regular clearance procedures
were again dispensed with and the direct exchange of job order information
and of applicant records was initiated, Telephone job development activity
between the Area Placement Unit and the local Employment Service offices
serving these labor markets was likewise developed extensively. As was
the casé¢ within the area, the resulting direct access to job opportun1t1es in
~other areas substantlally strengthened the: ab111ty of the Employment Service
~to de11ver effectlve placement and job. development service. -Not only was
"the délay incurred by mdil referral avoided but the J.mmedlacy of the service -

o strengthened the app11cant s 1nterest in out of the area ]Ob opportunltle

- Referral arrangements could be concluded before the apphcant lost 1nterest

- or became concerned about the problems associatéd with relocat1on After

B the apphcant had '

1s_1ted the new area, been on'the _]ob S1te and had a _]obl '



Since public transpor:ation facilities both within the area and to the
major job markets outside the area were woefully inadequate, two techniques
were utilized extensively to bring job applicants and potential employers to-
gether. In the firstplace, substantial emphasis was placed upon encouraging
positive recruitment by out-of-the-area employers. In this endeavor the
pool of applicants, represented by the centralized applicant file, proved a
valuable asset, It demonstrated tG employers that sufficient potential existed
in the area to warrant positive recruitment and cooperating advertising.
Likewise, although initiated primarily as a means for strengthening the out-
reach proficiency of the Employment Service, the experiments with com-
mercial television brought a total of 12 recruiting employers into the area.
In addition, the television experiments resulted in access being gained to
hundreds of additional job openings. Generally, the attempt tn promote
positive recruitment within the area was successful. During the second
yeaxr of the Project, out-of-the-area recruiters were in the area office two

weeks out of every month

In those cases where pos1t1ve recrultment was not a practlcal alterna-

' "f"'tlve, escort service was initiated to enable: apphcants to get to pre-em-~

ployment 1nterv1ews When su1tab1e ]ob openmgs ‘had been 1dent1f1ed in
a partlcular communlty for a suff1c1en'r number of apphcants physical

.. .transportation to. the pre- employment 1nterv1ew was prov1ded either by

Employment: Serv1ce personnel or by the local Communltv Action agency.

' ;‘_,Wh11e the travel and- staff t1me 1nvestrnents were cons1derab1e, the results.,

were at least as grat1fy1ng
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Although fewer than one out of th;ree apphcants who arranged the1r own

~transportation to the pre- employment interview actually entered on the iob,

thxee out of every four of the applicants who were physically transported to

th /pre-employment intexview were hired and went t6 work. The difference
ppears to be that the applicant traveling by himself often arrlved confused,

awed: and bew11dered ‘while the motivation of the appl.l.cant prcv1ded with,

o ‘»phvs1ca1 transportation was remforced during the trip. Since nearly all of

. the apphcants escorted to the pre- employment interview were. dlsxdvanta ed,
‘the investment: appearea ws, rranted The F1na1 Report of the. Iowa Labor
-"Moblllty Dernonstration’ PrOJect di ' ‘

ussee -this: act1v1cy in deta11
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Beyond th1s, however, because of the influence area organization had
upon the ability of the Employment Service to deliver fast and efficient job
development and placement service, development and implementation of an
areawide intensive placement concept became pract1cal Applicants pre-
senting particularly. difficult placement problems were assigned to Area
Placement Unit perSonnel on a caseload basis. -All of .the resources availa-

ble through the area. orgr‘m17at1on were worked and reworked until satis-
:.,ifactory employment for
:jfor prov1d1ng effect1

he. appl1cant was obta1ned ‘Initiated as.a means
rvic

o‘Employab111ty Development Unit clients; l
,\;he servi e was: expanded to: 1nclude"app11cants suggested by: the satell1te.f'_,.
' oﬁ:’1ces and selected md1v1duals referred by the D1v1s1on f';Vocat1onal Reha- B
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The final contrl.butlon made by area, oxgamzatlon to the ab111ty of the
Employment Service to deliver effective job finding service was in the area
of program job development, best 111ustrated by the Summer Youth Employ-
ment prOgrams. These programs, -discussed in detail in the supplemental
report “Summer-68", demonstrated the ability of area oxganization to ef- -
fectively marshall community and techmcal resources in developmg and

'1mp1ement1ng a commun1tyw1de program capable of having impact upon.the
- employment problems of an‘identifiable group of apphcants Unhke indi- -
xv1dua1 _]ob development ‘whlch"can be effectlvely performed by a smglej' ;

+
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, While the summer youth employment programs wexe the most fully
1 developed of the Ottumwa Project's program job development efforts, ‘pearly
- all of the special job development and p